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28 October 1976

MEMORANDUM FOR: Chief, Position Management & Compensation Division

FROM . Chief, Policies and Standards Branch

SUBJECT . Presidential Management Initiatives

1. You know of my concerns expressed several times in the past
month over the Agency's responses to the Presidential Management
Initiatives (PMI) and the fact that there has been dead silence on the STAT
part of the Comptroiler, at least to us, since 20 September 1976 as to
what PMCD need do next if anything. As you and have requested,
I have again reviewed all of the material on this subject of which 1 am
aware and, in.an attempt to get some kind of a handle, have "spread
sheeted" the PMI's which concern PMCD. These include action memos to
the DCI from D/OMB dated 27 July 19763 the DDCI response to D/OMB dated
24 Auqust 1976; and AD/OMB's response to CIA's response dated 16 September
1976 ?See Attachment A).

2. Initiative 1.(F) asks essentially for three things: (a) a
review of staffing patterns to_identify unnecessar Tayering and excessive
organization subdivisions; (b) development of a plan to consolidate sub-
units with similar and related functions; and (c) establishment of guide-
Tines for "assistant to" positions. The Comptroller's answer to OMB on
this Initiative was, in effect, that the Executive Advisory Group (EAG)
is working on the "task of devising the best use of Agency personnel
resources” and makes reference to Issue 5, Item 111 which, among other
things, talks about the conduct of an "Inventory of Personnel". OMB's
reply to the Comptroller's response points out some deficiencies in the
latter and requests a revised plan by 21 October 1976. PMCD has no know-
Tedge of the EAG's deliberations or findings on items (a), (b) or (c)
above, nor, were we consulted or have any information on the "revised"
plan that was due back én OMB on 21 October 1976.

3. Initiative 5. Also See Attachment A) calls for a s stematic
re-examination of internal Position and Classification Management systems
and appropriate corrective actions to restrain grade escalation and eliminate
duplication of work on under-utilization of personnel. The Comptro ler's
answer to OMB's initiative 5.(E) was, in effect, that the Agency will
conduct an "Inventory of Personnehi_ggich presumably will answer the OMB's
questions. We, of course, have no{ knowledge of the "review of the 1978
program" and its results, the substance of the conduct of a Personnel
Inventory, nor, how the results from such an inventory will be used to
"adjust" the classification system. We presume that OMB was as confused
by the Comptroller's response as we were. However, the OMB's last response
was not very enlightening either and further compounded the Comptroller's
confusion. The only saving grace here is that OMB, probably in desperation

or politeness, did come back in a mild fashion and crﬁeﬁtye[gﬁqéggggﬂyiﬁﬁJ
Adminigtrative EYES !@H{“ Vo

Internal Use Only TS

b

(06/0) - A _DMNDY a¥a



Approved For Release 2006/05/12 : CIA-RDP82-00

Adminigtraliive
. Internnl Use Omiy

EVES oMLY

Commission Bulletin 250-7 as the basic referral document (See Attach-
ment B) - the point, in our view7 where the Comptroller should have
started in the first place.

4. Without belaboring the subject, we have no better understanding
of what is going on now, nor what we are expected to do,  than we did a
month ago. Our previous recommendation that someone find out from the
Comptroller what, if anything, PMCD need do emerges again for several
reasons. A careful reading of CSC Bulletin No. 250-7 (Attachment B)
indicates a number of areas of Personnel Management which need to be
reviewed. For example, sufficient disciplined examination of work
organization and job classification to assess both the operational
quality of position management and classification systems and their
degree of compliance with law and regulation; a thorough assessment of
the adequacy of the Agency's organization for classification including
proper numbers of classifiers, degree of staff expertise, provisions
and adequacy of classification training; special reviews of organizations
where there is reason to believe that overgrading, undergrading, excessive
organizational fragmentation or duplication of work may exist; and prompt
corrective action in all situations where inaccurate classification or
inefficient position management are found. There are many more. As can
be seen, such reviews would require detail planning and large expenditures
of time and effort on PMCD's or someone's part. Should we, therefore,
commit large manpower efforts to studies which we do not know are either
wanted or will be used? As we are well aware, PMCD is so over-burdened
now that we are slipping from one thing to the next without being able to
do justice to anything. Do we want to add to the burden unless we are
sure of what we are doing? Secondly, be it not presumptuous for PMCD
to undertake independent studies on subjects which the Director's coordi-
nator (Comptroller) has said are being studied by the Executive Management
Group? In our view, specific direction from on high is sorely needed on
what, if anything, we are expected to do.

Attachments
A
B
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DECISION MAKING AND DEPARTMENTAL - ORGANIZATION 1___DECISION MAKING AND DEPARTMENTAL ORGANIZATION {1. DECISION MAKING AND DEPARTMENTAL ORGANIZATION

Review current staffing patterns and structures IV. ORGANIZATIONAL REVIEW IV. ORGANIZATIONAL REVIEW .
to _identify unnecessary position layering and Personnel inventory discussed in 5. III does
excessive organizational subdivisions. Develop A. Review current staffinipatt rns_and organi- not specify milestones or timetable for re-
a plan to consolidate subunits with similar and zational structures to identify unneccessary: view of layering and excessive subdivision.
related functions. Establish quidelines which position layering* and excessive organization- - By October 21, a revised plan should be sub-
will be reviewed by OMB for "assistant to” al_subdivisions. ’ mitted to include these omissions and greater
positions, including number for policy official : detail on plans to consolidate sub-units and
and grade level. Procedures should be estab- During the past several months, the Central to develop guidelines for "assistant to" pos-
Tished to ensure at least Agency deputy level Intelligence Agency has begun to make organi- itions. A statement identifying review cri-
review of proposals to create new subdivisions zational changes to implement Executive Order eria for the personnel inventory is also re-
and "assistant to" positions. 11905 issued by President Ford in February uested. The IC Staff will be asked tieit

1976. Responsibility for day-to-day operat- iop an organizational review plan.

ions of the Agency is now assigned to the .
Deputy Director for Central Intelligence
(DDCI) who has begun a sweeping review of
all phases of the Agency's work. To help
him in this review, the DDCI has drawn his
senior managers into an Executive Advisory
Group (EAG) which has set for itself the
task of devising the best use of Agency per-
sonnel resources. One vehicle that the EAG
has chosen is a personnel inventory which
will, inter alia, identify unnecessary pos-
ition Tayering and "assistant to" positions.
First steps in this process have already been
taken and are described in detail in Issue 5,
Item I11., Position and Classification Manage-
ment.

Develop plan to consolidate sub-units.

The EAG is currently considering a number of
substantial organizational changes. Consid-
eration of consolidating organizational elemen
will follow.
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1. DECISION MAKING AND DEPARTMENTAL ORGANIZATION

1. DECISION MAKING AND DEPARTMENTAL ORGANIZATION

Iv.
c.

*See also Issue 5, Item III, for further treatment
of this area. .

ORGANIZATIONAL REVIEW (Con't)

Establish guidelines for “assistant to" posi-
tions including number per policy official and
grade Tevel.

See Issue 5, Item III.

Establish procedures to ensure at least Agency
deputy Tevel review of proposals to create new
subdivisions and "assistant to" positions.

CIA Headquarters Regulatiorlzlreads as
follows: )

Each Deputy Director is responsible for .
implementing the provisions of this regulation
within the area of his jurisdiction and will...
present proposals for significant organization
al changes...to the Director for approval.
Proposals should be forwarded, with appro-
priate justification through the Comptroller.
(Significant organizational changes include
such actions as the establishment or closure
of a station or base [and] the transfer of a
major function from one component to another.)

The Comptroller will review proposals for
significant organizational changes...which have
budgetary, manpower, or program implications
among two or more directorates and submit
appropriate recommendations to the Director.

1. DECISION MAKING AND DEPARTMENTAL ORGANIZATION
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DIRECTOR/OMB'S RESPONSE TO CIA'S
RESPONSE DATED 16 Sept 1976

5. PERSONNEL MANAGEMENT

Position and Classification Management -
systematic reexamination of internal systems,
and appropriate corrective action to restrain
grade escalation and to eliminate duplication
of work or under-utilization of personnel.

E. Agencies _should, by September 3, begin

a_year-long program for the careful,
Systematic reexamination of internal pos-
ition management and classification sys-
tems _called for in the President's May 27
memorandum, in accordance with CSC jnstruc-

tions_issued July 2.

OMB and CSC may specify special reviews or
instructions on a selective basis, in
agencies where there seem to be excessive
problems of overgrading,. duplication of
work, or underutilization of personnel
resources.

Agencies. should evaluate their current
internal systems for administering per-
sonnel ceilings to look for better ways of
ensuring compliance with those ceilings and
" providing flexibility for intra-agency ceil-
ing reallocation. A report .on this evaluat-
ion should be submitted to OMB by September

5. PERSONNEL MANAGEMENT

III. Position and Classification Management

Systematically reexamine internal systems,

5. PERSONNEL MANAGEMENT
111,

Position and Classification Management

and take appropriate corrective action to restrain

As indicated in_item 2.IV., a_statement identify-
ing review criteria for the personnel inventor

_grade escalation and to eliminate duplication of
work or underutilization of personnel.

One of the results of the review of the
1978 program in July 1976 was recognition by the
senior management of the Central Intelligence
Agency of the need to have even more precise
knowledge of how our present position allocations
relate to individual substantive assignments.
This has called into question the applicability
of the present system of occupational coding.

Action Step:
Milestone:

Conduct Inventory of Personnel
Devise questions to be answered by
inventory.

Est. Completion Date: 30 September 1976

Milestone: Plan implementation of inventory and

make tentative work assignments.

Est. Completion Date: 15 October 1976

Milestone: Complete directorate inventories.

Est. Completion Date: 15 November 1976

Milestone: Compile results.

Est. Completion Date: 31 December 1976

Action Step: Review classification system in
light of inventory results.

Est. Completion Date: 28 February 1977

Action Step: Adjust classification system as
necessary.

Est. Completion Date: 15 April 1977

is requested. Civil Service Commission Bulletin
No. 260-7 should be carefully reviewed as these
criteria are developed. Report plan and timetable
acceptable. This has been identified as an
emphasis area and will be addressed by the OMB
budget examiner during the FY 1978 budget rev.
gn #dition. it will be discussed with the IC
taff.
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: R .. BTN. NC. 250 -
o o . UNITED STATES CIVIL SERVICE COMMISSION ) :

‘ . BULLETIN » :

o ' . Washingion, D.C. 20415
BULLETIN RO, 250 - 7 : :

- July 2, 1976

" © - SUBJECT: Review of Position Management and :

N S _ Classification Systems _ e

To /leads of Departments end Agencies: EEA e

BP0 s e SR RN
LS

-Acﬁaﬁ;ﬁwe: Continuing, through
: . FY '77 '

v

CRTAN MR 4w

In his memorandum . of May 27, 1975, (Attachment 1), the President
: direzted department and agency heads to‘enSure that theltr position
v . mapagemsnt and classification systems "are operating effectlvelv ard lh
" full compliance with applicable laws and regulations." The President's
concern about optlmum cost performance in govevnmont stems from three-
interrelated problems: the gradusl vise in average grade of General
_ Scheduls cmcic““es; evidencs of both overgrading and urderpradiaa in
oo S many "”“'U"_-.e:::; and repeated incications of poor work organizaticn and
pander-utilization of emplovees in Scme corganizations His objecti-es
ATE LD 4As5UTre CDAt reUcrlal cmplLoyees aAre €Quiladly wnd lawiully com=
© pensated; that work is organized afficiently; and that employee skills
and encrgies are utilized tc the fullest extent possible. Lfrective
position managemant and classification programs =2re prervequisite to the
achiz2vement oi these cobjectives.,

i.
L
¢
M

et .

w

The President has charged the Civil Service Commission with responsi-
+~ bility for assessing and repcrting on the quality of position managament
~ and’ classification progreams in agencies, and on actions taken by agsncies
to implemant his improvement objectives. We will provide a repori to
, the President at the end of Fiscal Year 1977. (See Attachment Z, June 2,
| - 1976, letter from Civil Service Ccmmission Chairman Robert E£. Hampton,
- . - to Heads of Departments and Agencies),

Since both position management and classification normally receive exten-
sive covarage in Commission and agency personnel management evaluations,
"we plan to utilize regular CSC and agency internal pevrsonnel managemwent
evaluation and reporting procedures to collect the necessary information
on actions taken to implement the Presidant's improvement directive,

We shall emphasize position management and classification systems review
and problem analysis in all of our FY 77 evaluations, and ask that agencies

.

INQUIRIES: Analysis and Development Division, BPME, 63-24473
ConE: 250 - Personnel Management in Agencies

DISTRIBUTION: FPM o | -

BGLLETIN EXBiRESSad fppRetdes 300647512 - CIA-RDPS82-00357R000500120004-4
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do the same in their ongoing internal personnel management avaluation
programs. Analysis of these agency and Commiszion assessments and
actions, combined with certain statistical data, will constitute 2
report to the President on tha status of cost effective position
managzmant and the integrity of classification in Fedexral departmants
and agencies.’ ‘ T : '
We envision this vear's coordinated CSC-agency review process as
JLoLllows, Zoencies will, on thely own iniltiative, underiake:

- Sufficient diseiplined exawination of work organizaticu and
' job classification to assess kboth the operational guality of
their position mapagement and classification systems and

- their degree of compliance with law and reguiation;

f the agency's organi-

- Thorough assessment of the adeguacy ¢
zation for clsssification including propar numbers of
classifiers, degree of staff experctise, provision and adequacy
of clagssification training; - o

organizations where thszre
ading, undergrading, ex-
ation or duplicaticn of work

Position Manascezent Review Agenda and Raport

Attachment 3 is the position management progran evaluation agenda for
FY '77 Commission reviews. o ernable us o prepare an aggregate reporl
for the President, w2 reques at a2zencies and installations follow
this agenda 2s much &s possi for the position management review povr-
tions of internal evaluat during the coming fiscal year. Tip copies
3 jo]

ine-

O

ey

£
x1 f-evaiuation repsoris .
= wors

shouid be forwacdsd to of Personnel ida2na nt

Evaluatioun {(¥¥ME;, as o« ad pedsibie 0o gaaylttion of on-ci e

For eacn & ] : ne chird guartar,
gsment Tepoeri Lo tne
77

Additional CSC initiaztives in support of the President's directive wiil
include the folleowingz:

AouovedForRebaseZOOGM 12 - 82-00 RO00500120004-4
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BIN, NC, 250 - 7 (3)

A study of the csuses of chanze in awerage grade. A special

Incu;ry wilt os conaucled curiag ¥r '// to zcentify occupations
and agencies which have experienced an uuusuzal rise or fall in
average grade, and to determine the causes, Agencies involved
in this study will be rotified before OLLober 1, 19/6

A study of the accuracy of pceition classification government-
wide. il e k2 this year in all CSC-lad evaluztions

n audit of a 1% randcm sample of positions. These audits will
be in addition to the normal ”u*oﬁlpm seekir g’ audits regularly
performed. We will ask agencies to’'do the same in their inter-
pal evaluationz., Furcher guidance on this stn y will b=z
vided Ly Jumne 30, 1976. . . LERE NN

Position management has long been a difficult area to deal v:th

. pussibly bscause it is largely dependent on mznegement skill and
P o ¥

ment and is not rizidly governed by law and regulacion. Thz eleme
Gf effective nosit:oq TANAvenment systaens are described in OMB Ci-

A=G& and FIH chap! 317 'umﬂLLan a wiLn prescri Ltlvns in the
must ba addregs

. portant that

1nv01m>c much more tn

ma.na¢e S wao

e needs

The Civil S Lmiqs‘on 2nd agency :

assist age : at all levels in identif d ]ov,*1nr po
m«nagemeﬁt cation deficieancies ough integrated
analyses of inf icn from cmplcyee c'. a reye, turnover ftudiegs,
productivity ¢ ata, ¢lassification s However, a more
cozt effectlv; £ al service will be achieved only if agency managers
and supervisors at all levels, across orxganization functions, with thsz
assistance of personnal offices, work together to assure understandiny
of the precise nature of position management and classification defi-
ciencies, and arrive at decicicns which are based on the bast available
information on what kinds of alternative organization remedies arve
possible, at what prices and with what probable impact on the orgeniza-
ticn's mission and employees,

A8 you will note from the attached agenda, we are directing part of our
review to the identification of areas in which the Civil Service Commis-
sion might provide more effective leadcrship to assure proper cost-
effective position management thrcughout the Federal sector. We would
especially welcom2 your suggestions.

This ort has been cleared in accordance with FPMR 101-11.11 znd

D
d interagency repert control number 0122-030-01,

. ./
AL

’7 ‘@ 3
‘T,
RaymoMd Jacobsen
E

xecutive Uirector

Attaghments ) o - CIA-RDP82-00357R000500120004-4
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. THE WHITE HOUSE

WASHINGTON
May 27, 1976

MEMORANDUM FOR THE HEADS OF

DEPARTMENTS AND AGENCIES

Over the past two decades, there has been a gradual but
~ substantial rise in the average grade of General Schedule
 .employees. Much of this rise iz due to the fact that
" technological changes and other factors have brought about
. significant shifts in the makeup of the Federal workforce.
" These changes are raeflected by a marked increase in the
proportion of tachnical, professional, and nanagerial
. employees in the Ceneral Schedule. T :

PP A TP T et T

J -

R s 1

We cannot assume, however, that this he whole explana-
tien. Recent reviews by the Civil &« i crmaission, the
General Accounting Office, and the 0 of Managemant and
‘Budget jndicate that classification and pogiticn managoment
systems are npot fupaotioning as affeerive Ly &5 thnev ghould
In 3 nuber oOf redcoral zaoncies. Ihere ' i.C : '
Overgraocing and LUndargraciid pecauia

gﬁproperly dencrinec or inaccurately

¢éreates a satuation W ' ;
are alzo’ indications
Zetion fravmentaiion,
Tavers of supervicion,

Where work has become substan ially more corplex
managers have a clear okbligation to make comnensu
mants in the way work is organized and in the gra
vidual jobs. At the same time, there is an equa
responsibility to ensure that undue grade increase
allowed to occur. Position classification is a matte

law. Government managers are reguired to put jobs in

proper grades and Federal enmployees are entitled to &g

pay. Proper positien management ensures that work is organi
in a cost effective manner to provide optimum development

and use of people's skills and energies. When either position
classification or position management is deficient the result
may be an unnecessary increase in the cost of Covernmant.

13
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AttacnnPnt 1 \’RT\I NO. 250 - 7 . (2) . . )

I, therefore, am calling upon you to reexamine your intemnal
position management and classification svstems to ensurs
They &are opsrating errdc Ively anc 11 Lull conpliances with
applicable laws and regulaticons. Agency h2acs will oonduct
th$s review in a manner L0 be prescriced by wne Livil Service
Commissicn and will report to the Commission both the actions
they have taken and iz reSults CL chose aCrlons.

At the sames time, the Civil Service Cormission will pursue
vigorously its continuing programs for evaJLathg agency per-
formance .end bringing about corrective action in the aveas of

. position managerent and classificaticn. Wnere the Commission

finds extensive cvergrading, undergrading, or underuvtilization
¢f personnel resources, it will %rlng its £indings ©o the
on

- attention of the Ag cy hvd@ concernecd. In addition, the

Commission and the fice of Management and Budget will work

with the agencies ¢nvol ea to correct such proklems, and may
prescribe special instructions where warranted.

-

-00357R000500120004-4
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: June 8, 1976

. . PERSONALLY ADDRESSED TO HEADS OF DEPARTMENTS o - A
X o AND AGENCIES ' , R o

Ly
1

R R R e

In his memorandum of May 27, 1976, President Ford called upoa each
cf us to reexamine our position management and classificaticn systems,
. The President's objective is two-fold: to assure the just and lawful
g compensation of Federal employees, and to assure that work is organized
and employee skills and energies are utilized for maximum cost perform-
ance. These processes—-position management and position classification~-—
are the very core of the Feceril personnel management System. Ineir
strength and integrity are essential to cost etifective government,

g vt

e

o
M

wpe e

Position classification is clearly defined by law and regulation. VWhat
is needed hare is assurance that your agency's sys?em is in full lezal

o=
and regulatory compliznce and that the management controls by which
clessification integrity is maintained are in place and wovking., FPosi-
tion management, though partially governed by reguiation, is greatly
dependent upon managenent skill and judgment, informed by experience and
our .growing knowledge of the complex forces that produce motivated em
ployees and effective organizations. We must make certain that our werk
structures and organizational designs are systematically being assessed
- for improvement, and that the allocation of positions and deployment of
' people reflect the best we kncw about managing human resources. Success
in.meeting these cbjectives clearly depends upcn the active commitment
‘of managers at every organizational level across the planning, budget,
personnel and, particulariy, 1line functions. ‘

B S o Tt YU,

B YT RS

e g g

Since both position management and classification are regularly reviewed
in our personnel management evaluation program, we see no need for addi-
tional reporting. To assess agency progress, we shall conduct more
intensive reviews of these areas this year, and ask that you do the sanme
through your internal personnel management evaluation system. Guidance
for these reviews will be issued shortly.

An MLy et

Your personal interest in and attention. tg9 these efforts will enable us
collectively to meet the President's objectives.
: Sincerely yours,

i

Robert E. Hampton
: » Chairman

THE MERIT SYSTEM—2 GCCD il ES 1 iz2aT M 5 ﬁé'b%O{ES‘OdJ T
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Attachment 3 to BTN, NC. 250

AGEVDA FOR POSITION MANAGEMENT

o e

SR

Introduction

~should raflect a kzen unde

. "position menagement' is the term used tc describe the key management

actions involved in tha process of organizing work to accomplish the
missions of Federal departments end agencies. It invoives, es:entlally,
the determination of the needs for positions, the.determination of
required skills and knowledges, and the organization, arouping, and
assigrment of duties and responsibiiities amoug positions,

_ Position structures should be de

N
(¢}

work pyocesgses, equipmant,

w g
ot
o

[N

every work situation. Tra
and pesitiou design have
organizations, with szcon
facticu facztors. Howeve
factors has b@come
stitute a major e.

of alternative org

which do not pv

bute to excessiva tulnover,
caticns., COr, excessive or
layering &nd deli'atl no
employees, overgrading, ex sive review lewvel time, and reduced
: counterproductive.
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ern ch motlvan-o“ hnd Job satis-
vears, the importance of these
i Thay shculd therefore con- ,
:ion in determining the cost/benefit
re For example, work afructures
advancement can contri-
productivity impli-
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mcrale among swployees, ;€ whicn-are

There are no absolute ruleg ror managers
evolv1ng art of position management; howev
requirements for position managemesnt in gZove
‘designed to assure that work structu
‘systematically being assessed for improvemeat, that powi

correctly classified, and that the allocation of positi

ment of peopla ref;ect the best that we know 3bout managing human re-
sources. This review is therefore directed to assessing the quality of
positiocn menagement systems in'aeeqc1es identifying problem areas, and

prescriting appropriate corrective action.

Basic Elemecnts of 'a Position Management Svysiem

The principal directives gowarning position man3gement are contained in
OMB Circular A-6%4, as amended, and FPM chapter 312. The nine basic
elements of 3:FPosition Management System are the following:

CIA-RDP82-00357R000500120004-4
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1. Assignment of responsibility to manzgers for work organiza-
tion and position managemznt,

2. Utilizatiou of total staff resources (budget, planning,
management analysis, personnel, etc.)

: ‘ 3. Establishment of po°1t10n authorization and employment ' .
Lo . controls. o -

: &4, Position vacancy review and control. :
Iy . B

; -

i : 5. Position reclassification review.

3 .

6. Approval of orgauizational changes.

: 7. IInteragency sharing of perscnnel reséurnes{
s‘ I o 8. Employmen; reporting svstem.

i. ‘ o 9. Conduct of special reviews.

Methods of Problem ldentificsztion

BEP A

There are rezdily at hand a number of useful teols which, wHen used
together, help to pinpoint position Funagement problem areas

“u

X - CSC Form IO.Q, SUAJQV Df ?

S virea o

crsonnel Management Quastionnaire:
Groups of questicns on this employer attitude survey Iocus on

: adequacy a2nd quality of staffiag, work allocation and skill

i -+ utilization, opportunity for skills development and czreer
advancemant, work quality and corganization erffectiveéness

i . Employee responses can be grouped by grade level, organlamticn

' location, length of service and other factors, enabling analvects
to locate and partially define protlem position management arees.
(The Aralysis and Development Division, 2PME, offers agencies

- C8C 1088 questionnaire prucessing, and percentage and percentile
: . analysiz, on a reimbursable basis).

aemr e w s e

v e -
A

- Turnover statistics: An amnalysis of turnover statistics--who
is leaving, by corganization location, grade and position;
reasons for leaving; related staffing, training, production
problems, etc.--provides good position management problem leads.

: - Productivity trend data: When charted, productivity trend data
: readily makes visibie decreases and increases in organization
efficiency. When matched with work organization events, ¢

o
Sy

automation of a funcrion, reorganization, management changes, eve.,

and correlated with attitude survey results and turnover an 1] 5s,

2
solid insights into tie nature and location of peosition wanzge
ment problewss can result,

.
i
{
i
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o

% - Organization charts, functional statezents and position descrip-
: : tions: Review of these documents can point up excessive super-

. visory layering, overlap of functions, and possible misclassi-

fication, S : :

[ R R TRV

' ~ Sick leave usage, complaints, erievances, upward mobility
; . statistics, overtime trends, use cf temporary appcintmencs:
" Analyses of these types of dats can, an some instances, tie in o
with identified position management problem areas. L .

oy

3

- Structurad classification audit sample: BRased on potential
problems identified through analytical activities sueh as those
_described above, an iu-depth classification audit of selected-
organizations and groups of positions, should provide further
definition of the nature and locatice of pusition management
deficiencises. o o - o .

/Additional guidance om reviewing position ma2ragement program cperations
can be found under '"Planning and Organizing Work," section S2-2, book II
of FPM Supplement (Internal) 273-73, Evaluzting Persounel Management,

p. II-17 - 11-28, S o

ST ZENNEL G TR TR R YU e m U O YL (g e e

Issues for Evaluation

~age

&

1. Agency response to the president's direct]

hes directed Fedarzl zgency nanagers

ement and classific

effective operation and to assess conformance with
Civil Service Commission policy and guidance.

G R B R TICY

- How has the agency and/or installation responded to the
President's directive? What review/improveaent actions
are planned or in effect at the ianstallation/sgency?
(Include implementation time-frzme.) Uhat is the team's

~ - assessmentk of the adequacy of these plans, in terms of iden-
tifying problems and improving pesition management?

B e P STy

1

2. Compliance with gvystem prescripticns 2nd guidance in CMB
Circular A-64 and FFM chanter 312,

€0 R T O Ty g ey
.

: 2-1. OMB Circular A-64 (as amended) calls for nine specific elements
of position management systems,

: - To what extent does the agency/installation have the pre-
1 - .Seribed system in place. How well is each elewent working?

2-2, TFPM chapter 312 describes the goals of effective positicn
E ] management, and logical steps for effective systems operatiorn,
particularly in subchapter 2 and appendix 312-A (Operation MUST),

IA-RDP82-00357R000500120004-4
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- To what extent are these guldellnes Operatlonal7
examples.

Some agencies/installations have exceptionally good position
wanagement systems with publicshed guides and other tools and
documents which could serve as useful medels for otner
agencies,

B O e

Does this installation/agency have published materials which
might be helpful to others? If so, please send copies to
C3C Clearinghouse on Productivity and Organizational
Effectiveness, BPME. . : '

R T )

e

Identification of Problems. If position management systems
‘are not functioning effectivelv, why not? The following are
among the possible problems to euplore: For each of the
oroblems defined below, pleace identify the most probable

cause(s) and prescribe remadies (action itsmy),

Ay W e

Do supervisors and managers at all levels thoroughly understand
‘the purpose and concepts of position management? How have
vised, trained, encouraged to focus on effpctwve
agem enL? Are they committed to its ODJecthC

o rrree e e ey o

they been adx
position man
Evidance?

Are the concepts of sound position management supported but
the processes for implementdation irnadequate (i.e., is it a
techniques problem?) 1In what areas is implementation weak or
absent? :

How are position management decisions made? By whom an

when? (Chart the location of each key area of staff or line
responsibility and typical flow of the position management
decision-making procesa)., Are there particular points in the
process which impede fruitful results in ach1ev1ng gound posi-
tion management? Discuss.

Is the personnel arrying out all of its position
management responsitilities? What steps must be taken te im- -
prove personnel s performance in cost-effective position
managament?

Does the organization have a sufficient number of classifiers,
adequately trained, to support personnel responsibilities in
the position management system? If not, what actions are being
taken to recruit and train classifiers?

.
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&

What pesition management problems have been found during
previous agency or C3C evaluations of classification accuracy,
and what remedial actions were taken? With what results?

Is the Civil Service Commission doing all that it should/could
to provide ei fective ieadership in assuring strong position
management programs? What specific CSC actions are needed?

Are current authorities adequate for persomnnel staffs, agency
.tanagers, and the CSC to act on position management issues?
Should OMB Circular A-64 and FPM chapter 312 be revised? How?
What changes are needed?

What does management know or attempt to learn about the cosk-
performance of alternative position management dzcisions--
not just the persouncl dollar cost over time, but the longer
range ove“all orgaxlzatlonal pecformance cos“°?

How do personnel peocple assist in 1ock1r7 at and identifying
the long term organization benefits of various poeition
structures and their comparative total price tags? Do they
make vicible these altermative position Qtru"turea and their
potential organization performance consequences, in a timely
way? With what results? ‘

Sound position management operations must be clcsely linked
with the budget process and with overall agency plauning and
managewent, Is it? How? Results? : :

Are the concepts of organization design inappropriate or
out-of-date? For example, should management pay greater
attention to "quality of worklife' issues in the organization
(e. g., worker autonomy, pdrt1c1pat10n, equity, opportunity

L for development?) How? To ywhat extent? Evidence?
* Labor-Mansgement Considerations R S _ "//////

Agencies and activities having exclusive recognition with lsbor organiza-
tions gzhould be alert to any labor-manazgement implications involved in
this review. When conducting employee attitude surveys, particular
reference should be given to the Federal Labor Relations Council decision
in NASA and 1LBJ Space Center (VASA), (FLRC No. 74497, FLRC Rpt. No. 84).

5
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